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MaiOSUiriXFC TO: bd/a 
SROM; BSD/p 

B0BJ®C3Ts Revision of Agency Position Classification System 

XESmmCBSt ADSO proposal to BD/A dated 16 Ma y 1952, entitled "Revision 
of Agency Classification System” « our registry Ho# 6569* 

Mended proposal to the above by Acting AD Personnel, 
undated, Jtoeutlve Registry Ho. 3-5057* 


1 . mmju 

A. In light of c han gi n g circumstances and a reassessment of our' troubles 
vitfc the Agency classification system, it la desired to withdraw the then 
AD30*& previous proposal la this connection, non** concur in the then acting A D 
Personnel amendment and herewith restate the problem with a nsv proposal. 

B* The problem is in two parts entirely different one from the other an d 
therefore, each cal l s for separate treatment --undertaken in the order below. 

C. The two parts of the problem: 

(l) Procedural rigidity in the assignment of personnel outside of 
specified position classification, i.e., a 0S~l4 to do a OS-13 Job. 

| (2) Procedural rigidity in promotion on the same Job. 

i 2. ASSCHraCKS 

A. It Is assumed that this Agency continues willing to r eason ably depart 
from the rigidities of Civil Service Administration where demonstrable , a r yl that 
such leeway eacUts within the polished policy statement of CIA Regulations 

25X1 quoted, *. * . 1 A(2) Although the Agency is exempt ttam the provisions of 

***** classification Act of 19^9, the Agency 1 adhere to the provisions of 
this Act insofar as possible » * *" 

B. Ohtil proven otherwise it is desirable to operate basically under our 
present system and gain progressively more knowledge toward an ideal by small 
steps rather than seek an academic ideal or provide for a broad permissive 
leeway* It is suggested that the academic ideal would be unworkable, hence 
destructive, because of our inexperience in the field and that a broad per- 
missive leeway would run away with us, hence also highly and equally unwise. 

C. Promotion and position assignment policy can be a yM** to fit differing 
basic conditions within one agency. This is a plea to get modest fitting flex- 
ibility where it really counts on the theory that in spite of the distance we 

have yet to go we have now matured sufficiently to handle a somewhat larger 
change than heretofore. 
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Security Informatida 


CIA Regulation ! | is & positive working policy not stated 
solely for its high negative value, quoted, "Promotions shall he governed bv 
the needs of the Agency and by the performance of the individual.® 


S* &m and CcBBmsnications to be included within the context; of the 
clandestine services for the purpose here- -as appropriate. 



if 
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3 . 


discussion PiRTAmma to both parts of the' 





A* The purpose herein is the very modest one of seeding to regularise 
existing practice, to buttress regular procedure, where, because of rigid 
applications, damage is now done to it, and finally to seek more explicit 
authorization within the accepted., wage and salary classification field* 


B. It is believed that the basic government wage and classification 
system is adequate at this time for our CIA mission provided, that its appli- 
cation {as will he proposed) defers in smell part and is explicit to a 
reasonable endamaging operating exception, with appropriate controls* 


0# The principles sought are not necessarily peculiar to the clandestine 
service# If applicable elsewhere, well and good - and there is sound reason 
for making such principles agency-wide if needful and appropriate* But we do 
say, such application is essential in the heterogeneous and outpost respon- 
sibilities that we have. 

D. Our proposals to deal with this matter are designed to fit the 
operational necessities of the clandestine service with its characteristic 
unorthodox* avo id the harmful rigidity of typical governmental salary adminis- 
tration sawf yet not be 'violative or offensive to intelligent interpretation 
within this same system. 


E. It ie submitted that a reasonable flexibility In procedural matters 

is essential and at the heart of successful prosecution of clandestine operations. 
Therefore with authorized acceptance of our proposals, here -in lies a legiti- 
matizing of action for which there is no other recourse and an explicit protection 
and re -affirmation of the soundness of normal and regular procedure in its proper 
broad functioning* 

F. Basic to wage and salary administration anywhere is full recognition 
of the importance of position relationships one to another. The great danger 

of disregard in this particular is not just over-payment but complete destruction 
of the compensation plan, in relation to work content with eventual progressive 
deterioration of morale and work objective. The greatest value lost Is that 
almost unpur elms able asset of incentive to perform well. 


CPYRGHT 


G. Complete support is acknowledged here for position evaluation jCWWEfrtT 


H* It Is of interest to note the point of view of Sherman Kent, AD-OME 
here— quoted from his boo k* "Strategic Intelligence” (Princeton University Press, 
1 9^9) Page iVf* He says. I’Two forces of dis Intel 


He says, 

concert on njae mosu varnaol 
beckoned from without** 


'"Their loss is a catasfc 
impossible to find their 


is an heroic one --highly s 
an intelligence organimtijj 
laticns* I fully realise 
special provision Is made 
of the democratic way may 


Two forces of disintegration are now working in 
people* They are being nudged from, within and 


rfcb 


Jrophe to federal intelligence work. It is virtually 
lacements anywhere in the country. The only remedy 
|>|sclalised personnel, such as' the professionals in 
, must be immune frost ordinary civil service regu.~ 
lie heresy of such a suggestion, but unless some 
fpr Intelligence, the whole question of the preservation 
self became one day somewhat academic. 

■ 3 - 
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K MOTS smm OB THE FIRST PART OF m PROBLEM - i.e., procedural rigidity 
the aeslgnaeat of personnel outside of specified position casssifioatiw, 
x hlg problem deals solely with the ease of placing a person on a position 
carrying a lower classification then the individual# Xn indu st r y such 
individual would carry a "Had Circle” rate*. 


A* fo a modest extent, 'the situation arises vfcere-in a given individual 
is the only person we have either available to transfer or fitted to fill a 
post# Such a situation arises from an emergency need, an unforeseen contingency 
or developing and rising importance of a given spot in the world# Action is * 
often required immediately* He amt and will s© take it commonly* 

B# We can't .know how long the action will stand, hence are forced into 
the laborious and often wrongly ta ken procedure of pressuring the up-grading 
of a position properly assessed originally* This is clearly wrong* 

•> 

C* In the many highly specialised phases of our business, only an ■, exper icac ed 
operator can teac h * 


(!) Her example, the returnee specialist in one field (GS-14) doesn't 
fit the (GS-13) slot properly allocated to the particular teaching post — 

•unfilled* Oar inflexibilities pat a bar in the way of getting our best and 

often only teaching source brought to bear* To 'meet this by plan is ia^oasible 
due to great heterogeneity in teaching posts, subject matter and personnel 
available and competence* 


(2) Our field results are in heavy part, of course, the product of 
effective and knowledgeable teaching. We must always press for better graduates. 
To get them today we are forced into the dishorns t tactic of stealing slots 
(if we have them) to fit a situation, or again, pressuring to nip-grade where 
normally the existing classification may well be correct* 

5 • CONCLUSION ( on the first part of the problem) 

A* Clearly when operational necessity dictates action not provided for in, 
basic procedure, it seems only sensible to modify the procedure in order to 
authorize, regularize and control action, as well as buttress normal procedure, 
and conserve executive time now occupied with escape and evasion tactics* 

6 * ACTION (on the first part of the problem) 

A- Authorize the w / P (OTS and (taaamnications separately) to take taiporary 
action thru regular channels, as necessary in his Judgment, to place a person at 
a given grade level into a position classified at & lower level, with these 
controls: 


(l) JB&ch assignment to be authorized (as appropriate) only by the Chief 
of Operations, for BD/P, Dir OSH or AD Comrao. 

{&) Agency classification and Wage division be notified for scrutiny 
as to proper classification of the position. 
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(3) The total Instances nt any one tine of such action be limited 
to not more than one percent (1$) of total personnel for each area* 

(4) The difference between grade of the individual and grade of the 
position not exceed one (1) level* 

(5) The length of tine consumed by such assignment not exceed two 
(2) years# 

(6) The BD/P# Dir* OTR and AD Co®«o maintain in his own office, 
readily available complete record of such actions, for inspection by the Agency 
Classification and Wage Division# 


a a 0 "Li |, '£ 3 jft RM.t©** is a salarv "paid above the maximuBi prescribed, for the 

lob! artsi^SSaSy from either \ downward change in worfc requirements or 
transfer with policy not to cut salaries. 



■RM 
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7 . note be*Auo m ms saoaro vm m 

la promotion os the ewe #»'. V ' 

(1) % fee first is practice of 030 notably, in placing large 

numbers of individuals into posrte eeprrying higher classification than the 
individual, and for the most pert, resting on it# Kwy individual classifications 
varied fro® the position classification by a 2-level difference* 

(a) this practice vas (and la) not wrong in itself because the 
.individual characteristically was not north the position classification— i#e. , 
too young and/or too inexperienced • 


** P ^^y orta ntly however , this action was wi&pchtly- correct 
because .the position in most such eases contains inherently sl^if leant 
developmental aspects* 

Brawples of such aspects or factors, are, area knowledge, 
language facility, police liaison, indigenous inteHigen.ee service liaison and 
development , indigenous citizenry liaison and development* 

1. Thus, personnel action to meet coalitions is not 
accC Mtto dated within our procedures and ipso facto, violation of procedure is 
forced on the operating office. 

Additionally, from a personnel point of view, 
without regularizing this procedure, formalizing It at the outset, the 
individual feels he ‘is underpaid, i.e., properly leveled 03-1.3 put an 
& 0S-15 post. 


(2) The second circumstance underlying the problem of promotion 
In the save position is where the individual sent to a new post carries the 
grade level of the post. 

(a) Squally in this case the individual necessarily proceeds 
to dev el op the position# This is a natural must and by so doing he ch&ng es 
radically the product value and the contribution coming out of the post* He 
changes the value of the post * 

The developmental factors in much of our work are those 
back of our policy, as appropriate, to promote long term incumbency: as the 
BDCX has put it--”... for perhaps 10-15, even 20 years." 


8. SESCOSSIOH (on the 2nd part of the problem) 

A. Theoretically if the individual were worth the existing (developmental) 
OS level of the position when he accepted it, he must have case Xt . 

recently. In. which case there is no problem until he goes beyond the factors 
(or develops that further) originally weighed by Classification . In that event 
there is still no problem:, if Classification can meet and properly weigh contri- 
bution which changes and enhances "Kequirements of the Work/ for the post* 

* «6- 
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B. A more practical instance is the assignment of a g ener ally 
experienced individual to an entirely new post which hears the proper 
developmental basis in its classification, at his then salary level* Keeping 
strictly to the philosophy of government wage and salary administration such 
individual may he characterised as “over -graded" for the assignment— a 
theoretical "Bed Circle Hate." 


Development of the post then restores values to it— without reward 
or recognition for the performing individual in normal procedure. 


(1) If dissatisfaction from the individual arises in the 
face of high need to keep him so placed, the only recourse is pressure to raise 
the post level even though the initial assessment was correct* Such practice 
is of course "inflationary" and destructive to values as to proper post inter- 
relationship^ salary administration a-nd morale. 


However, one must he alert to the extraordinary difficulty 
of assessing post value in dynamic conditions, and to the necessity of keeping 
up to date* 


(2) Clearly, if the existing classification of the post does 
not contain due weight for the developmental factors, there is no problem in 
properly up-grading it* 

C. Thus the problem in this circumstance is really that arising out of 
initial "over -graded” placement, so to speak, on a then properly classified post. 

D. It is also the problem of obtaining at least modest flexibility within 
a rigid system from which it is desired not to substantially depart. 

E* If it can be uniformly assumed that at any one time, proper (developmental) 
classification obtains, for a given post, then placement in it of an initially 
’’overgraded" individual requires his acceptance of the condition or resort must 
be had to the temporary placement philosophy set up in the first section here-in* 
i.e*, the first part of the problem* 


F. The Personnel Manual issued by the Civil Service Commission, In section 
F2-2 (Position Classification) defines "grade" as follows: 

"All classes of position which (although different with respect to 
kind or subject patter of work) are sufficiently equivalent as to 

(a) level of difficulty and responsibility and 

W level of qualification requirements of the work , to 
warrant inclusion 1 * of such classes of positions within one range of rates of 
basic compensation." (underline is the author 1 a) 

- 7 - 
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(X) it la clear that “level of qualification refinements of 

the voTk" properly provides us with an official basis to. recognise the 
"developmental factors* noted shove. This is to say that the level of require- 
ments in many a post actually progresses (increases) as the work of the post 
is properly developed, the require ments are not satisfied until the po s t is 
i.o., aroa toowledge iangatse, liaison, etc. 

0# tact attached la a tabular summary of selected government pay scales 
to show the non-incentive aspect of within-grade step increases and the corollary 
importance of inter -level (grade) promotion, 

5 


r 
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Selected Government Pay Scale Hanses (minimus to maximum) 


ABC B 2 F 


rade 

Min to Max 
difference 

Th© -whole dif- 
ference per 
pay period 

The annual the another of 

value of in-grad© step 

each In -grade increases 
step prescribed 

Tine 

prescribed 
for each 

The pay- 
period 
value of 
each step 

S-5 

$750.00 

$29.00 

$12^.00 

6 

12 bios. 

$4*80 

S-9 

750.00 

29.00 

200.00 

6 

12 ffiOE* 

7.70 

S-ll 

1000.00 

39*00 

200.00 

5 

18 KIDS * 

7.70 

s-13 

100Q.00 

39.00 

200.00 

5 

18 ms* 

7.70 

S~l4 

1000*00 

39.00 

200.00 

5 

18 mos. 

7-70 

fl-15 

1000.00 

39.00 

250.00 

k 

18 mos. 

9.60 

fl-li 6 

800.00 

31.00 

200.00 

k 

Id mos* 

7.70 

s-17 

800.00 

31.00 

200.00 

k 

18 mas * 

7.70 
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?, sir 


1. MM nt Aw * SMBt to the iadfrrt&va »ho take* a properly 
classified peat at his tliaa salary larel it 1* sees that tos guts paid 
praetleaUr w Marly a s logic figure at tbe ta glopiag and end of tenure 
so witter bow well he fain, lie the end requirements (hence values) 

of the poet* 


(*) Shi* la Inher ent la the Ehiiosophy of gov e rnment wage and 
salary adminl atratfon* It is desired no w to point up the true nature of it. 

I* It ia the vegetative buaan--levaling philosophy of unionism, it is 
in feet leveling to the lowest cosaoa denominator* It is in fact equal pay 
for unequal work* It kins initiative, edition, Jcfc development, and progress* 

me Is .the reel reason why industry and business have fought so hard 
to stop unionism within the executive field* The of the "warrant- 

officer* executive, so to speak, - tbe foreman, is a threat to our economy* 


Can the intelligence "business" take this in its executive field and 
expect product values which can come only from imagination, 4l&efne&3, Initiative 
and long -headednes s » needfully baaed In personal annouymityi *1 * 6 ”' 

J* The philosophy of salary range* 

(1) 1 1 ««i«ry range here is meant the difference between minima* and 
mmxSmm tor a single position classification, i.e* # OS-13 minimum is $8360.00 
ammally, 0S*13 WKxSmm is $9360*00 annually* The range is $1000.00 obtainable 
In total amou nt by 5 steps in 7$ years* 

(a) Wit hin the government, as the position rises in importance 
the relati onship between the range and the salary its elf decreases* .Exactly the 
opposite obtains in industry and business* 

(b) The industrial and commercial establishments say to the 
executives "da you gain position promotion it becomes iiwy^aiyigTy b eneficial 
to the company to keep you progressively longer on your Job in order for us to 
gain the benefits of your dav <to»snt on the Job. We will therefore give you 
corresponding salary compensation* If you start as an accounting clerk your 
range will be 30$ of the starting salary. When you get to be vice president 
your range will be 50^ of the first salary on this Job." 


*1 Be: Annanymityi Professionalism in so many posts in the clandestine 
field ril— fids personal aaaoaoymity, thereby personnel -vise, posing for 
us the a d dit ional burden of finding stimulative factors to hel p offset 
the deprivation. 


> ; v • 
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(S) Sse philosophy 'back of industry and commercial practice is* the 
positive one which recognizes Increasing contribution potential with time-in- 
poeitic®* government work has the seme factor in it, of course, 'but the govern- 
®*®t salary ada in i a trat ion plan doesn't recognize it* The range is too narrow 
aaA the application too spread out to give financial incentive for good per- 
formance* 


10080046^ 


(3) A tabular comparison here below shows this picture and next 
attached is a graphic comparison* government position level is shown opposite 
the roughly ®aae nature of position in industry* together with one example from 
a large commercial (non -industry) establishment. 

The width of salary range (minimum to maximum) as a percentage 
on the minimum, Reveled at roughly comparable position responsibility. 


0 * s* 

GOVERNMENT 

COMMERCIAL 


INDUSTRY* 

GS-18 

o* 

Vice -pres. 

50* 

Vice-pres 50$ 

GS-17 

6,lf 

2nd Sr. Ex. 

50* 


0S-16 

6 . 6 * 




03-15 

9 . 2 * 

1st Sr. Ex. 

07* 


GS-1^ 

9.1* 

12.0* 


46* 

(Roughly 

GS-13 

2nd Line Ex. 

even 

progression) 

i4,o* 


OS-12 



G3-11 

17.0* 




GS-10 

\ 




0S-9 

14.0* 

1st Line Ex* 

4o* 


GS-6 





03-7 

lfl.O* 




OS-6 





OS-5 

22. 0* 

Stenographer 

40* 

Clerk 20$ 

* The Industry information is provided from recent studies by the American 


Management Association, New fork City. 


- 11 - 

Security Information 


Approved For Release 2003/01/27 : CIA-RDP80-01826R000900080046-9 









* 

Approved For Release 2003/01/27 : CIA-R®R80ra^25Rfaft9fi«08fl046-9 

9. COHCLUSXOH (on the. second part of the problem) 

JU It seems easily possible to make progres s in recognizing the factor 
of development requirements of work, where pertinent, with practically com- 
plete adherence to government established wage administration* 

(1) This means establishing a wider range to meet the facts than 

is contained within a single position classification level. It means taking 
the position classification (developmental) as the then maximum for the post.. 

(2) The r ang e becomes an appropriately chosen number of contiguous 
levels down from the maximum* 

(a) It must be made perfectly clear here that when classifica- 
tion assesses any post today, it establishes a maximum for that post, i«o#, 
GS-5, $3410.00 minimum - $4l6o maximum, GS-13, $53^0 minimum - $9360 maximum* 
Under the above proposal, exactly the same procedures obtain processed by 
the same people who do it new. What is sought here is in effect to lower 
the minimum on all posts which contain developmental requirements . 

The clerical or the executive who begins to fulfill 0 
position requirements within the first few days or weeks is properly paced 
at the single GS level which contains in itself the maximum for the post. 
ipke individual assigned to a post containing requirements calling, for 
example, for 3-5 years of incumbency for fulfillment works his way up to 
the maximum GS lev*l which is assessed in exactly the same way as in the 
preceding case. : 

It may be said perhaps that the proposal herein recog- 
nizes apprenticeship, so to speak. Even the American Federation of Labor 
does this t - i*e. 

1st year apprentice 
2nd year apprentice 
3rd year apprentice 
: 4th year apprentice 
Journeyman 

B, . Such action provides, (1) financial incentive within the position to 
stimulate progress in satisfying end requirements, (2) basic justice to the 
individual and protection against personnel dissatisfaction, (3) protection 
to the salary system from distortions, (4) a basis for the operator in an 
honest and guided course of action, (5) no offense basically to regular 
procedure. 

C. Such action philosophically coincides with previous agency action in 
the promotional plan for the intelligence officer. 

• • • • • • ' . i ' . 

Here -in, also, is provided further modest expansion, further 
regularization and further buttress and protection for our basic salary 
administration plan. 

' ■ 
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A* Provide that in positions specified by BD/P (0JR, Combo) as develop - 
eeixteX; (X) the Agaocy assessment of position level shall explicitly include 
all developmental factors (and so stated) together vlth apprentice levels 
doim t herefrom; this is to produce later-level range* (2) Classification and 
Wage Division shall revlev all such positions for proper assessment vlth full 
recognition of developmental factors and together vlth the operating 
1 responsible office, vash out Inequalities found* 


3* Provide that Iffi/P (OER, Combo) have the authority to effect in-grade 
step Increases and in thin -rang* praaotlon to recognize quality of performance 
and progress in reaching the full position requirement , 

(1) Wo in-grade step increase to take place at shorter intervals 
than 6 Months* 

(2) Jk> in-grade step Increase to exceed two steps* 


(3) So later -grade within -range promotion to take place at shorter 
Intervals than one year except that the last grade promotion b« preceded by 
a two year span* 


"let ing' 6Hef"cTf "^e.ratTon3 


Approved c 


Bepufcy director, Administration 
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